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Dates 24 .July l$6l 


.<1SHCRABDUM FOR: Members , Conmittee for tjvnfflyigyi Developa&nt 
SUBJECT ; Revision of Language Development Program 
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Memorandum from DDCI for DD/S, DD/P, DO/!,, 
ft«d 10, dated 25 March 1961s '’Inspector 
General 9 s Survey of the CIA Tfra-iiytwp- Trofcemn” 
CIA Regulation revised 5 May i 960 ; 

" l anguage DeweloM ent Prog.W* 

Headquarters Re^uaiioarH^^B revised 


D» 


1 April 1961; 
(new format of 


at Program* 1 



PROBUEM 


25X1 


a. Btr reference A, above, 
amendments be made in Agent 


the DDCI has 


governing foreign language training policies and procedures 


that certain 
regulations 


bo fise Agency 9 s lan g uage Development P rog r am, references B and 
C, above, was last revised subetantively on 5 May I960, end during 
the past year our experience with it has indicated that certain 
other changes need also to be considered at this timeo 


CoTfee immediate problem is to in c or pora te the IG recommendations 
as approved by DDCI and to review our experience of the past year to 
identify other changes which are necessary in the present regulation* 
la addition, the objectives of the program should be re examine d to 
determine what changes should be included which will be put into 
effect at later dates „ 


2o ASSUMPTIONS 

& n The Congress has discouraged the Department of State from 
implementing its proposed langua g e incentive awards program* Other 
features of the language development effort at State, however, have 
met with approval and are being carried out energetically* These 
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interpreters^ 
Jaatruetars 


translators, radio monitors, and language 


(5) Off-duty tine language training "undertaken at the 
request of a sponsoring eapumt } without overtime «o »- 
psnaation. . poses a legal question wh ich any 
further review by the general Counsel, 



(4) A&ragraph has been invalidated by 

diaeoartininnee of the CIA Career Staff concept. 


(5) The present eyetea and schedule of incentive l a n g u a ge 
awards has proved to he not sufficiently flexible to meet 
satisfactorily and fairly the differing lan guage needs of 
the three Deputy Directorates. The administration and 
granting of language awards, involving actions by the 
Office of Training (OTR), operating officials and career 
boards end panels, have revealed an understandable lack of 
uniformity as to i n t e rpre t ation of the present system and 
Its intent. The "maintenance award” is especially suscep- 
tible to confusion and question. 

(6) Finally, the question has been raised as to the pro- 
priety and necessity for having a language awards system, 
particularly when (a) the language training Is sponsored 
and paid for by the Agency, and (b) when lang u ag e profici- 
ency shall be made a prerequisite for assignment to speci- 
fied positions, as recommended by the inspector general. 


4. DISCUSSION 

a. The incorporation of the 10 raecnmradatioas in the proposed 
revised regulation and the inclusion of other administrative clarifi- 
cations which have shown themselves to be necessary is a Job which 
cam be done quite quickly, because there is very little room for 
disagreement on most of these points. 


b« By far the most difficult task involved in the revision of 
the regulation is that of deciding the future course of the Program 
and iaplamentlng future changes . Tots Program has, to date, undergone 
two major phases of developments Phase 2, February 1957 - May I960, 
and Phase II, Jfey I960 to the present. A brief review of these 
phases will serve to characterise the trend of the Program. 


This period was one of experimentation and information- 
gathering. It encouraged the widest possible partici- 
pation in foreign language learning at all levels and 
was aimed at the creation of a pool or broad base of 
Agency foreign l a ngu a ge competence In as many l a ng u ag es 
as possible. The greater emphasis was placed on 
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voluntary efforts In acquiring language proficiency. 

Mom emphasis was laid on publicising tbs mod far 
language study sad on getting It under way than on 
directing it toward specific goals. 

Batorally tbs results were mixed. We gained or p or lcne* 
in language training# testing , and administration of 
awards. Agamy-wide Interest in language study was 
stianlated. That there were quantitative gains in the 
Agency "a inv e ntor y of languages is undeniable. On the 
other band, the hoped -for broad scale, tested inv en t o ry 
of foreign language proficiencies did not aaterlalise. 

It be cane apparent, too, that many participants had 
little likelihood of using their new or increased pro- 
ficiency for the Agency’’ s benefit. It also appeared 
that gains in ua com o n la n g ua g e s and, in the u pp e r levels 
of proficiency were snail. It also became obvious that 
we were overloading facilities for training with marginal 
trainees In a time of budgets and tight per- 

sonnel ceilings. Thus we had to concentrate our efforts 
on those who needed or who would need useful levels of 
eonpetoneo In order to "discharge the responsibilities of 
the Agency." 

Phase II 

Beans, the 5 May i960 revision reflected a 

shift in emphasis "frent a generalire^TSterest in language 
study to a greater concern for the utility q^h^anauages 
studied." footed Aeon HETCRMATIOT SHEET 
5 ttqr I960* } This shift was accomplished in par^dlxectly 
by assigning the responsibility for certification of lan- 
guage awards to Career Beards and Panels. The effect of 
this provision has been somewhat attenuated due to the 
necessity of "keeping faith" with those who had already 
begun programs of study. However, continued gains can be 
expected from the inevitable increase in management con- 
trol which will result as ear objectives bacons dearer. 

During the early part of this phase VLB? elementary train- 
ing in four world languages was discontinued but was resumed 
in March 1961 on a more discriminate basis with the coopera- 
tion of sponsors. We can be reasonably sure that those now 
entering VIZEP elementary training have a forese eable need 
for proficiency in the language they are studying. 

There has been a c o n c er ted drive during this phase to com- 
plete required proficiency testing of those who had claimed 
may degree of proficiency. 
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Also during this phase a new tutorial language training 
progrra was introduced in order to meet the special needs 
«f K>/P» There has been a tendency to overuse this facil- 
ity rather than mak e full use of regularly scheduled 
courses. This situation is being corrected by BD/P and 
OTR action, as reecemeaded by the 10. 

Overall gains during this period have been continuing, 
if not spectacular , and there Is a growing dewand fur 
training In the less cowm a n languages. At the sane tine, 
the Tan gusg e and Area School of the Office of Training 
has suffered sene hey personnel losses and in g ene r a l is 
finding It difficult to locate and cwploy suitable, quali- 
fied language teachers and language teaching supervisors 
who have had linguistics training. Attention is being 
devoted to this problem. In addition, the IAS has been 
luvesti&vting and experimenting with the use of programed 
instruction and members of the faculty have attended In- 
structor Training Workshops conducted by the OTP educa- 
tional Specialist. 

As noted in an earlier paragraph, there have been a master 
of hitches and delays in the full 1 tipi * mutation of the 
5 M*y I960 Program. These are due la peart to inadequate 
definitions, in part to differences la inter pretation, 
and la part to deficiencies in forward plaining. The In- 
spector General's rceonaosadations axe directed at the last. 

£* all of this history there is a dearly dleoernlble trend. 
The language Development Program has become increasingly 
preoccupied with the mana gement of language development in 
the Agency and the language awards pro g r a m has gradually 
been reduced to a tool for promoting compliance with the 
goals of management. We wish to contend that foreign lan- 
guage training ie but one of the several broad areas of 
professional trai ni n g required by personnel of this Agency. 

The awards program was made necessary by a serious defici- 
ency in foreign lan gua g e competence. A special incentive 
is Justifiable only so long as there is a serious deficiency 
to be corrected. It seems reasonable to assume that every 
gain in the direction of a well-planned and program 

ef langua ge development will decrease the necessity far 
awards correspondingly. 

Many of the minor administrative end bureaucratic stumbling 
blocks have been ironed out, and working rules and procedures 
have been agreed upon. After some iirfMai delays and oondfasicn 
the several career boards and panels axe effectively meeting 
their responsibilities with respect to the language incentive 
awards. Several components have made very real progress to- 
ward setting la n g u a ge training objectives . 
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Is still a need, howler, far Xcngeranuuge estimates 
of language training requirements and far timely transmittal 
of these requirements to the Language and Area School, 

Qf fiee of Training (LAS/TR). By requirements we man here 
a coordinated statement of intention to train specified 
auntoers of Individuals at certain ap prox imate tine s and at 
specified levels of instruction, with specified goals. It 
reflects a managem ent decision to met previously set lan- 
guage objectives on the assumption that the n orm a l . method 
of tra ining is in organised classes. This does not iaply 
the abandOHnzmt of flexibility; it ashes possible additional 
flexibility in meting tra inin g requirements without the 
sacrifice of efficiency and economy. Tutorials will still 
be necessary and there oust still reaain an additional 
spot requirement" system to meet genuine contingency 
situations. Systematic tr aining to met our objectives, 
however, can cut down on the number of contingency situa- 
tions which we will meet in the future. 


The picture, then, is one of gradual p ro g r es s in most re- 
speets, although a very close and detailed examination of 
cur foreign la n g uage inventory might continue to show 
serious lacks. These com to light especially when we need 
suddenly to man a contingency task force or to staff a field 
station in a newly critical arm. There are still, for ex- 
ample, not enough operational personnel who have a useful 
compre hensive proficiency in Spanish, French or Portuguese! 
nevertheless, although *e have not taken "a great leap for- 
Wd, there is a discernible, favorable tread toward 7 


(l) broader recognition of the need aid utility of 
foreign la ng uag e proficiency and its acceptance aa 
an essential professional qualification; 


(2) clearer definition of lan gu ag e objectives and 
requirements; 


(5) a managed or planned language training effort; 


understanding of administrative 
SOP s related to the implementation of the Program; 


(5 ) full recognition of the need constantly to improve 
ff®®**®* training methods and techniques as well as 
the competence of instructional personnel; 


(6) or to. md for cooponrti™, 'oaXttmUi 

advance pl a nnin g in order to develop the necessary 
training capability, either internal or through out- 
side arrangements. 
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Progtn ” guidelines , p l a n n in g and implementation 
aK ®y ‘thiPg* can b> gone to unro ft ^apaw S7S 
iBtratloo, and most have already teen identified. 


They include 


(1) Ooaplate and Maintain on a current (planned) teals 
tte identification of categories of personnel; positions, 
or proportions of positions for which specified language 
proficiencies ore required. 


(2) Me language proficiency testa Mandatory (they already 
**•) ®®d enforce this aspect of the regulations . 

(3) Expand the ’' l an guage inventory" in order to record 
current (tested) proficiencies, past (untested) profici- 
encies, and competences of tea Agency's professional 
linguists. 


(4) Write Into the Program the need for advanced planning 
and programing of lan g u a ge training and for timely ccumml- 
cation of requirements to the Office of Staining. 

(5) Clarify the legal question posed by Agency-directed or 
sponsored off-duty training without overtime ccqpensatlon. 


(6) Sharpen the definitions or criteria for sponsorship of 
directed, voluntary, and tutorial training. 


^ U" . Sg ... »y y 11 need language awards? In our opinion, the answer 
* "HL* We suggest that ve mmklES continue to employ 
system of monetary incentive ' la ' K e nm ^ M awards 


Cj) for the i mmediate future— in order to keep faith with 
those employees who have und e rta ken achievement 

or maintenance programs under the existing Program; 

(a) for the Immediate and short-term future, at least— 
to maintain and to Increase the momentum of iwnwimw 
training; — — 


(a) until we get our overall objectives (needs) more 
firmly stated, and 

(b) until we have brought our "inventory” ^ to a "safe" 
level— that needed to accccqilish the Agency's busine ss 
and that additional competence or reserve ve most have 
on hand to provide flexibility for personnel managem ent 
and career development and to enable us to meet estimated 
operational contingencies. 

Our long-term objective sh ould be, however, to reduce const antly the 
scope of monetary incentive awards and to lay primary reliance on 
psrsojmel planning and operational programing. In this commotion, 
wi3Ll s® necessary to spell out each step in the abandonment of 
the awards system as dearly an possible, well in advance of the 
cut-off date. 
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e. eaa w imxram the aw ards system? Assuming that we 
do to use incentive awards, there seen to bee manovr or 

steps which might be token to sake the system more effective and 
more efficient. 


(l) we can insist on a t rainin g effort geared pri # 
awrily to approved objectives { msalifioatioo for 
positions and for contingencies). 


(2) At the same tine w can make ai l o w e na a for career 
development, and one way of doing thi s eou ld be by en- 
couraging the development of personal proficiency in 
not one but too languages, generally one world l a n g uage 
and one less common language. 1!be individual gnlnn to 
broader qualification* the Agency galne in more flexible 
asaignaent possibilities for each person, thus aasing the 
placement task and allowing for wider rotation. 


(3) We can permit the Oonpooent (Deputy 
Career Boards) to designate the languages for which they 
wish to author ise no incentive, or for which the y wi sh to 
authorise a higher premium in order rapidly to correct a 
critical deficiency* without requiring changes in the 
overall Headquarters regulation* 


(4) we can create a new award category to put a premium 
on the actual use of a specified proficiency in cer tain , 
specified areas or situations where la the l a n g u ag e profi- 
ciency is of special significance— in addition to other 
basic professional ski ils —to the aca %»j fr H ali m en t of the 
Agency* s business. 


(5) By so doing, we might— after an announced warning 
period— restrict achievement awards to achievement aceon- 
pushed through volwstary training* At the same time, 
however, we should encourage s u p e rvisors to use directed 
training as the prefer r ed means of masting the Agency's 
language needs. 

(6) likew ise, after a due warning period, we could drop 
aatotenaace awards in all but critical languages in short 
supply and limited opportunity for use, and such maintenance 
should be on a two-year basis. 

It is emphasised that these suggestions hinge entirely m the 
concepts of specialized language proficiencies as req uisite for cer- 
tain categories of personnel and prerequisite to assignment to cer- 
tain positions, and the identification of language objectives in terms 
of career development and contingency planning. It Should be emphasized 
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that aaadUms should he so set as to provide suffloiMrt 
a!5 avoid excessive use of waivers of requirements which vltlat. 
the requirements system « 
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Keecroer^tiOB 15 : "ED/P give clearer recognition to the necessity for 
developing in larger numbers than at the present rate linguistically 
qualified area specialists/’ 


SecowenaatlQB 16: “iSbe Deputy Directors take such measures as nay be 
necessary to cause* all staff employees under their Jurisdiction vho 
claim language ccaspeteace to submit to the Office of Training tests 
at the earliest practicable ament*” 

Approved. 


Beccromsed&tiea 17* *W/F consider the advisability of placing directly 
cm the division chiefs the responsibility for all scheduling of language 
training for persona©! in the division and for monitoring the timely 
carrying cut of the language training thus scheduled.” 

Approved* with the understanding that the Clandestine Services Career 
Service Shnel have a secondary responsibility for scheduling and moni- 
toring language training which transcends the requirements of a single 
division or for an employee who seeks language training in an area 
different from his present assignment. 


RecomB endatlon 24: "The BD/P establish Mnlnaaa standards of training 
S3 catperl5Scle ,r ’l l « oase officer apprenticeship including general 
preparatory^ basic skills ? language and advanced operational training; 
and that he determine the feasibility by experiment of some fora of 
overseas familiarisation as a part of the apprentice period.” 

Approved* ®» the understanding that overseas familiarization as a part 
of the apprentice period will be primarily on-the-job training. 


2 

S-E-C-B-iE-T 


Approved For Release 2001/08/07 : CIA-RDP78-06217A000200020033-7 


